
COUNTY OF LOS ANGELES 
DEPARTMENT OF AUDITOR-CONTROLLER 

 
KENNETH HAHN HALL OF ADMINISTRATION 

500 WEST TEMPLE STREET, ROOM 525 
LOS ANGELES, CALIFORNIA 90012-2766 

PHONE: (213) 974-8301 FAX: (213) 626-5427 
 J. TYLER McCAULEY 
 AUDITOR-CONTROLLER 

September 16, 2003 
 
 
TO: Supervisor Yvonne Brathwaite Burke, Chair 
 Supervisor Gloria Molina 
 Supervisor Zev Yaroslavsky 
 Supervisor Don Knabe 
 Supervisor Michael D. Antonovich 

FROM: J. Tyler McCauley  
 Auditor-Controller 
 
SUBJECT: DEPARTMENT OF CHILDREN AND FAMILY SERVICES – 

INDEPENDENT LIVING PROGRAM:  EXPENDITURE AND PAYMENT 
PROCESSING REVIEW 

 
At the request of the Chief Administrative Office (CAO) and the Department of Children 
and Family Services (DCFS), we have completed our review of the Independent Living 
Program (ILP or Program) expenditures and payment processes. 
 

BACKGROUND 
 
DCFS’ Independent Living Program (ILP or Program) is a federally mandated program 
designed to prepare and assist current and former foster care youth in the transition 
from foster care to living independently.  The Program’s annual budget approximates 
$18 million.  Through this program, DCFS and Probation provide a range of services for 
foster youth ranging from age 14 through 21, including employment opportunities, 
transitional housing programs, and experiential workshops. 
 

SCOPE/OBJECTIVES 
 
The CAO requested that we review the Program’s fourth quarter FY 2000-01 
expenditures and the appropriateness of the policies and procedures and internal 
controls regarding the approval and disbursement of program funds.  The CAO 
requested this review simultaneously with its establishment of an ILP Interim 
Management Team, which the Board of Supervisors charged with overseeing the ILP. 
 
At DCFS’ request, we also assessed the Department’s procedures for requesting and 
issuing payments to eligible youth through both the ILP Revolving Fund and the on-line 
Countywide Accounting and Purchasing System (CAPS).  We also reviewed DCFS’ and 
the CAO’s efforts in implementing the 14 recommendations contained in the Economy 
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and Efficiency Commission’s (EEC) February 2002 report on DCFS’ Emancipation 
Services. 
 

REVIEW SUMMARY 
 
Overall, we found the ILP is a complex program and that DCFS did not maintain 
sufficient administrative controls over the use of program funds.  For example, the fourth 
quarter FY 2000-01 expenditures were not based on a formal assessment of youth 
need and some gift certificates purchased to distribute program benefits went unspent 
for a considerable time.  Additionally, the ILP’s policy and procedures did not 
adequately define the eligibility and distribution guidelines for ILP benefits, which 
resulted in a broad interpretation by staff and unequal treatment of youth with the same 
or similar circumstances.  DCFS management should require that ILP purchases are 
based on identified need, ensure that purchased items are distributed as soon as 
possible, and adopt clear eligibility criteria for distributing program benefits. 
 
DCFS also needs to enhance its internal controls over the Program’s gift certificates.  
For example, staff did not maintain adequate inventory records accounting for the 
receipt and distribution of the gift certificates.  We also noted that DCFS’ processes for 
requesting payments for ILP expenditures (e.g., tuition, books, housing security 
deposits) is inefficient and averaged 40 business days for the “non-rush” transactions 
we reviewed.  Also, DCFS does not have a senior program management position 
responsible for establishing and monitoring compliance with program policies and 
procedures.   
 
The following are examples of our most significant findings. 
 
Program Expenditures 
 
In the fourth quarter FY 2000-01, ILP management developed a “spend down” plan to 
ensure that approximately $4.2 million would be spent by fiscal year end and would not 
have to be returned to the State.  However, the fourth quarter expenditures were not 
based on a formal assessment of youth need and some gift certificates purchased went 
unspent for considerable time.  For example, in June 2001, ILP purchased $500,000 in 
Office Depot gift certificates for school supplies.  As of August 2002, the Department 
had not distributed any of the gift certificates, an indication that the gift certificates were 
purchased more to ensure funds were spent, rather than to meet expected youth need.  
DCFS management should require that purchases are based on identified need and 
that purchased items are distributed as soon as possible.   
 
Eligibility for Program Benefits 
 
DCFS did not adequately define the eligibility and distribution guidelines for ILP 
benefits, nor clearly establish maximum benefit amounts.  This resulted in a broad 
interpretation of eligibility by staff and potentially unequal treatment of youth with the 
same or similar circumstances.  For example, there were no eligibility criteria for laptop 
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computers provided which resulted in some staff believing enrollment in a two or four 
year college or vocational school was required to receive a laptop, while other staff 
believed graduation from high school was sufficient.  DCFS should adopt eligibility 
criteria and maximum amounts for all ILP benefits.   
 
Internal Controls Over Gift Certificates 
 
In FY 2000-01, the Department purchased approximately $1.1 million in gift certificates 
for distribution to youth (e.g., Office Depot, J.C. Penney, Target, etc.)  The certificates 
represented approximately 9% of direct program expenditures.  We identified a number 
of significant internal control weaknesses regarding these negotiable instruments.  For 
example, staff did not maintain adequate inventory records to account for the receipt 
and distribution of the certificates.  Some staff also kept the instruments in desk 
drawers. 
 
We met with ILP and Finance management to discuss these findings.  Management 
agreed to temporarily discontinue the use of the gift certificates and developed a 
training class on internal controls for ILP staff.  In the training, the Department’s Internal 
Controls Section reviewed procedures requiring both ILP and Procurement staff to sign 
for receipt and release of gift certificates, for ILP staff to count the gift certificates by 
serial number and quantity when receiving them, for ILP staff to utilize a standard 
distribution log when distributing the gift certificate to youth, and for ILP staff to perform 
monthly reconciliations, to be approved by a supervisor, of the gift certificates on hand 
to purchasing records.  DCFS management should monitor implementation of the 
recommended enhanced internal control procedures. 
 
Payment Process 
 
ILP youth are eligible for a number of program benefits including tuition reimbursement 
and housing security deposits.  ILP processes between 300 and 900 payments per 
month, the great majority of which are processed through CAPS, the County’s central 
accounting system.  The processing time averaged between 27 and 40 business days 
for a request processed through CAPS on a “rush” and “non-rush” basis, respectively.  
The primary reason for the delays is poor staff productivity.  For example, ILP clerical 
staff stated that they generally process between three and ten requests per day.  
However, we sat with staff for a day and reviewed their work processes.  Based on this, 
we determined that a reasonable average processing time is 15 minutes per request, 
allowing time for lunch and breaks.  Staff should be processing 24 requests per day.  
DCFS management needs to establish minimum daily production targets for ILP clerical 
staff, monitor staff for compliance and take corrective action if staff vary significantly 
from the target. 
 
Expenditure Documentation 
 
ILP staff sends a "Notice Regarding Receipts" to each youth advising the youth that he 
or she is responsible for submitting receipts accounting for the use of funds advanced 
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for the approved need.  The Notice sent to the youth does not clearly define 1) the time 
period in which the youth is required to submit receipts (e.g., within 30 days of receipt of 
funds, etc.); 2) the types of acceptable documentation (e.g., original itemized cash 
receipts, etc.); and 3) the consequences if the youth does not provide adequate 
documentation within the required timeframe.  Further, ILP staff stated that, if the youth 
does submit receipts, ILP staff simply place the receipts in the youth's file.  Staff do not 
review the receipts for appropriateness, nor is there any procedure in place to follow-up 
with youth who do not submit receipts.  To ensure youth spend program funds in 
accordance with the approved need, ILP management should develop a detailed policy 
regarding the acceptable types of receipts and collection and review of supporting 
documentation.   
 
Economy and Efficiency Commission Report 
 
In February 2002, the EEC released a report on DCFS’ Emancipation 
Services/Independent Living Program.  The report contained 14 recommendations 
regarding program management and service delivery, technology and housing.  The 
report also recommended that the Auditor-Controller evaluate DCFS’ implementation of 
the recommendations.   
 
In the fall 2001, the Board created an Interim Management Team, under the direction of 
the Chief Administrative Officer (CAO), to oversee activities related to improving the 
administration of Emancipation Services and the ILP.  Since the establishment of the 
Design Team, the CAO has prepared quarterly status reports for your Board on the 
recommendations in both the EEC report and Dr. Sharon Watson’s report, 
Recommendations Regarding Los Angeles County’s Emancipation and Independent 
Living Programs.  We reviewed the status reports, conducted interviews with members 
of the Team and reviewed the ILP website.  The Team has implemented the seven 
recommendations regarding service delivery, department coordination and information 
technology enhancements, and has either implemented or is in the process of 
implementing the seven recommendations related to housing. 
 

REVIEW OF REPORT 
 
We thank DCFS and CAO management and staff for their cooperation and assistance 
during our review.  We reviewed our report with DCFS management and they generally 
agreed with our findings and recommendations.  The Department stated that it has 
taken a number of actions to correct the issues identified in this report.  For example, 
simultaneous with the creation of the Interim Management Team, the Department 
began to better monitor the Program’s budget to ensure funds were spent to achieve 
program objectives and benefits purchased are based on anticipated youth need.  
Further, the Department has established an objective of distributing benefits to youth in 
the year the benefits are procured.  The Department also worked collaboratively with 
Auditor-Controller staff in the last several months to establish appropriate expenditure 
documentation guidelines.  Finally, the Department stated that it plans to fill an Assistant 
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Division Chief position in the coming months, which will be responsible for program 
administration and internal control oversight.   
 
In accordance with Board policy, the Department is required to forward a detailed 
response to the audit to the Board within 60 days. 
 
If you have any questions, please contact me or have your staff contact DeWitt Roberts 
at (626) 293-1101. 
 
JTM:DR:JK 
Attachments 
 
c: Chief Administrative Office 

 David E. Janssen, Chief Administrative Officer 
 Kathy House, Analyst, Budget and Operations Management Branch 

 Department of Children and Family Services 
 David Sanders, Ph.D., Director 
 John Oppenheim, Chief Deputy 
 Paul Freedlund, Deputy Director 
 Michael Olenick, Division Chief, Emancipation Services 

 Violet Varona-Lukens, Executive Officer 
 Audit Committee (6) 
 Commission for Children and Families 
 Public Information Officer 
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Department of Children and Family Services 
Independent Living Program 

Expenditure and Payment Processing Review 
 

 
BACKGROUND 

 
The Department of Children and Family Services’ (DCFS) Independent Living Program 
(ILP or Program) is a federally mandated program designed to prepare and assist 
current and former foster care youth in the transition from foster care to living 
independently.  The Program’s annual budget approximates $18 million.  Through this 
program, DCFS and Probation provide a range of services for foster youth ranging from 
age 14 through 21, including employment opportunities, transitional housing programs, 
and experiential workshops. 
 

SCOPE/OBJECTIVES 
 
The Chief Administrative Office (CAO) requested that we review the Program’s fourth 
quarter FY 2000-01 expenditures and the appropriateness of the policies and 
procedures and internal controls regarding the approval and disbursement of program 
funds.  The CAO requested this review simultaneously with its establishment of an ILP 
Interim Management Team, which the Board of Supervisors charged with overseeing 
the ILP. 
 
At DCFS’ request, we also assessed the Department’s procedures for requesting and 
issuing payments to eligible youth through both the ILP Revolving Fund and the on-line 
Countywide Accounting and Purchasing System (CAPS).  We also reviewed DCFS’ and 
the CAO’s efforts in implementing the 14 recommendations contained in the Economy 
and Efficiency Commission’s (EEC) February 2002 report on DCFS’ Emancipation 
Services. 
 

METHODOLOGY 
 
We interviewed ILP coordinators and managers, clerical staff and staff from the 
Department’s Finance Division.  We reviewed financial records, internal controls and 
performed inventory counts of gift certificates.  Additionally, we observed the work 
processes and calculated the actual timeframes for a selected sample of requests from 
the point of initiation to issuance of payment.   
 

COMMENTS AND RECOMMENDATIONS 
 

Program Administrative and Control 
 
We found the ILP is a complex program and DCFS did not maintain sufficient 
administrative controls over the use of program funds.  For example, fourth quarter FY 
2000-01 expenditures were not based on a formal assessment of youth need and some 
gift certificates purchased to distribute program benefits went unspent for considerable 
time.  Additionally, the ILP’s policy and procedures did not adequately define the 
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eligibility and distribution guidelines for ILP benefits which resulted in a broad 
interpretation by staff and unequal treatment of youth with the same or similar 
circumstances.  DCFS also needs to enhance its internal controls over the Program’s 
gift certificates.  We also noted that DCFS’ processes for requesting payments for ILP 
expenditures (e.g., tuition, books, housing security deposits) is extremely inefficient and 
averaged 40 business days for the “non-rush” transactions we reviewed.  The primary 
reason for this is low productivity by ILP staff.  We also noted that DCFS does not have 
a senior program management position responsible for establishing and monitoring 
compliance with policies and procedures.  Such a position could prevent similar 
problems from reoccurring. 
 

Recommendation 
 

1. DCFS management consider establishing a senior program 
management level staff position responsible for program 
administration and internal control. 

 
Program Expenditures 

 
In the fourth quarter FY 2000-01, ILP management developed a “spend down” plan to 
fully utilize that FY’s budgeted funds.  This plan included a re-allocation of funds among 
various expenditure line items to ensure that approximately $4.2 million would be spent 
by fiscal year end and would not have to be returned to the State.  However, the fourth 
quarter expenditures were not always based on a formal assessment of youth need and 
some gift certificates purchased went unspent for some time.  For example: 
 

• In June 2001, ILP purchased $500,000 in Office Depot gift certificates for school 
supplies.  However, ILP did not base this amount on any formal projection or 
analysis of estimated need.  As of August 2002, the Department had not 
distributed any of the gift certificates, an indication that the gift certificates were 
purchased more to ensure funds were spent, rather than to meet expected youth 
need.   

 
• In June 2001, ILP purchased 200 microwaves valued at $15,120 for youth in 

housing.  Again, ILP did not base this amount on any formal projection or 
analysis of estimated need.  A year later, the Department had distributed two-
thirds of the microwaves.   

 
• The program purchased 1,000 laptop computers valued at $2.4 million in June 

2001.  This purchase was not based on a formal projection of estimated need.  In 
June 2001, the program also purchased gift certificates that it later used to buy 
800 printers.  It took until July 2002 for ILP to distribute approximately 80% of the 
printers and all of the computers. 

 
We also identified other instances in which items were not distributed timely to youth.  
For example, in December 2001 the Department’s Adolescent and Special Services 
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Section spent $1,000 in Wal-Mart gift certificates on 200 cameras for distribution to 
youth, based on estimated attendance at a youth event.  However, as of May 2002, they 
had only distributed approximately 100 cameras.  Additionally, in December 2001, the 
Alumni Resource Center (ARC) spent approximately $16,000 in JC Penney gift 
certificates on approximately 600 items of clothing for its 2001 holiday party.  At April 
2002, 128 (21%) items of clothing remained in inventory. 
 
DCFS management should require purchases to be based on projected need.  In 
addition, DCFS management should ensure that purchased items are distributed as 
soon as possible.   
 
 Recommendations 
 

DCFS management: 
 

2. Require that ILP purchases are based on projected need. 
 

3. Ensure that purchased items are distributed as soon as possible. 
 

Eligibility for Program Benefits 
 

Policies and Procedures 
 
We reviewed DCFS’ ILP policies and procedures and found that they did not adequately 
define the eligibility and distribution guidelines for ILP benefits.  This resulted in a broad 
interpretation of eligibility by staff and unequal treatment of youth with the same or 
similar circumstances.  For example: 
 

• DCFS did not adopt eligibility criteria for the laptop computers.  However, staff 
with whom we spoke stated that their “practice” required that a youth be enrolled 
in a two or four year college or vocational school in order to receive a laptop.  We 
reviewed the eligibility of 20 youth who received laptop computers.  ILP staff 
could not provide supporting documentation for two (10%) of the 20 youth.  In 
addition, we found one (5%) youth who should have been ineligible because he 
had only graduated from high school and had not enrolled in a college or 
vocational school.  The ILP coordinator for this youth stated he believed that 
graduation from high school made the youth eligible to receive a laptop. 

 
• In order to be eligible for tuition assistance, procedures required that youth show 

proof of enrollment in a two or four year college or vocational school and a 
financial aid award letter.  We reviewed the eligibility of 20 youth who received 
tuition assistance payments totaling $73,469.  ILP coordinators could not provide 
documentation to support eligibility in five (25%) of these 20 cases.  Payments on 
these five cases totaled $6,743.  Further, we found that the P&P did not establish 
a maximum amount of tuition assistance, simply a “guideline” of $2,000.  We 
reviewed another 20 cases that received multiple tuition reimbursements in the 
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same fiscal year and found that 15 cases (75%) received payments that in total 
exceeded the “guideline.”  The maximum amount paid to one youth was $9,763.   

 
DCFS management should adopt eligibility criteria and maximum amounts for all ILP 
benefits and require that staff maintain appropriate supporting documentation for all 
benefits issued. 
 
Rather than distributing gift certificates directly to youth, some staff were using the gift 
certificates to purchase items they believed the youth needed.  While this practice is not 
specifically prohibited, it should be.  When ILP staff spends gift certificates to purchase 
items, they are circumventing the County’s procurement policies.  For example, as 
previously mentioned, staff spent $1,000 in Wal-Mart gift certificates on 200 cameras for 
distribution to youth.  However, these cameras should have been procured through the 
Department’s standard procurement procedures.  DCFS should revise its ILP 
procedures to prohibit staff from using gift certificates to purchase items for ILP youth.   
 

Recommendations 
 

DCFS management: 
 

4. Ensure that the ILP’s policies and procedures contain eligibility 
criteria and maximum amounts for all ILP benefits. 

 
5. Require staff to maintain supporting documentation for benefits 

distributed to youth. 
 

6. Revise the ILP’s policies and procedures to prohibit staff from using 
gift certificates to purchase items for ILP youth. 

 
Procurement 

 
We reviewed 11 purchases consisting of gift certificates, calling cards, microwaves and 
educational materials to determine if the Department procured the items according to 
County procedures.  The 11 purchases totaled approximately $1.4 million.  DCFS 
Finance paid the invoices for seven (64%) of the eleven purchases without a receiving 
document or other satisfactory evidence that the items were received.  For three (27%) 
purchases that did have a receiving document, none was signed by non-procurement 
staff to confirm the items were actually received.   
 
DCFS management should ensure that non-procurement staff who receive items to sign 
a receiving document verifying that the proper amount is received.  In addition, Finance 
management should ensure that all invoices have the proper supporting documentation 
before payments are processed.   
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Recommendations 
 

DCFS management: 
 

7. Require non-procurement staff who receive items to sign a receiving 
document verifying they received the proper amount.  

 
8. Require Finance to pay invoices only if they have the proper 

supporting documentation. 
 

Gift Certificates 
 
In FY 2000-01, the Department purchased approximately $1.1 million in gift certificates 
for distribution to youth.  This total, which is inclusive of a purchase of $500,000 in 
Office Depot gift certificates as part of the fourth quarter “spend down” of funds 
discussed previously, represented approximately 9% of direct program expenditures. 
 
We reviewed the internal controls over these gift certificates.   
 
Internal Controls 
 
At 20 DCFS locations, we interviewed staff responsible for the safekeeping and 
distribution of gift certificates regarding their internal controls and attempted to review 
staff’s inventory counts and reconciliations.  We identified significant internal control 
weaknesses.  For example, staff did not maintain adequate inventory records to account 
for the receipt and distribution of the certificates.  Some staff also kept the instruments 
in desk drawers.  Good internal controls over inventory are essential because of the 
significant risk of misappropriation and theft.   
 
We met with ILP and Finance management to discuss these findings.  Management 
agreed to temporarily discontinue the use of the gift certificates and developed a 
training class on internal controls for ILP staff.  In the training, the Department’s Internal 
Controls Section reviewed procedures requiring both ILP and Procurement staff to sign 
for receipt and release of gift certificates, for ILP staff to count the gift certificates by 
serial number and quantity when receiving them, for ILP staff to utilize a standard 
distribution log when distributing the gift certificate to youth which would keep a running 
balance of gift certificates in inventory, and for ILP staff to perform monthly 
reconciliations, to be approved by a supervisor, of the gift certificates on hand to 
purchasing records.   
 
After the training, we performed a follow-up review and found the three ILP coordinators 
we interviewed were not following the procedures reviewed at the training.  For 
example, staff were still not reconciling their gift certificates on hand to purchasing 
records.   
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We attempted to reconcile $455,000 in gift certificates on hand at the Procurement 
office and various field locations to purchasing records.  However, we were unable to 
reconcile approximately $150,000 (33%) of these due to poor recordkeeping.  
Accordingly, we do not know if shortages or overages exist.  Shortages may result from 
misappropriation or theft. 
 
ILP management should appoint an administrator to oversee the implementation of the 
enhanced internal control processes that the Internal Controls Section developed.  After 
the controls are implemented, the Internal Control Section should perform another 
review to determine compliance. 
 

Recommendations 
 
DCFS management: 
 
9. Require ILP management to appoint an administrator to oversee the 

implementation of the enhanced internal control processes that the 
Internal Controls Section developed. 

 
10. Require the Internal Controls Section perform another review to 

determine compliance. 
 

Payment Process 
 
ILP youth are eligible for a number of program benefits including tuition reimbursement 
and housing security deposits.  If an ILP coordinator determines the youth is eligible for 
the benefit, the coordinator forwards a request for payment, with supporting 
documentation, to a program manager for approval.  Generally, if a youth needs 
payment within 10 business days, ILP administrative staff will issue a check from the 
ILP Revolving Fund.  If payment is not needed within 10 days, staff will process the 
request through the Countywide Accounting and Purchasing System’s (CAPS) on-line 
vendor payment system.  ILP processes between 300 and 900 payments per month, 
the great majority of which are processed through CAPS.  The number of requests per 
month varies depending on the time of year.  For example, requests are usually more 
voluminous in August/September, at the start of school.  
 
The CAO Interim Management Team and ILP management requested a review of the 
payment process because ILP coordinators and youth were complaining that it was 
taking sometimes several months to receive a check. 
 
In order to evaluate the time required to process a payment through both the ILP 
Revolving Fund and CAPS, we requested six ILP coordinators (including two from 
Probation) to attach a tracking sheet to each request they initiated from mid November 
2002 to mid December 2002.  We then asked each person involved with processing the 
payment request to describe his or her role in processing the request on the tracking 
sheet and the length of time necessary to complete his or her tasks.  
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Based on the completed tracking sheets, interviews with staff and observation of their 
work processes, we found the processing time averaged five business days for a 
request processed through the Revolving Fund and between 27 and 40 business days 
for a request processed through CAPS on a “rush” and “non-rush” basis, respectively.  
(Attachment I flowcharts the current payment processes through the Revolving Fund 
and CAPS.)  We noted that once the payment request is input, CAPS produces a 
warrant in two days. 
 
Delays in Processing 
 
We identified several reasons for the lengthy processing times through CAPS. 
 

• Low Productivity 
 

ILP clerical staff stated that they generally process between three and ten 
requests per day.  This appeared unreasonably low to us.  We sat with staff for a 
day and reviewed their work processes.  We determined that a reasonable 
average processing time is 15 minutes per request.  Using 15 minutes as a 
standard, each staff should process 24 requests a day (allowing time for lunch 
and breaks.)  We determined that two full-time staff could process the average 
monthly requests of 560, as opposed to the seven clerical staff who are currently 
responsible for this.   

 
We met with DCFS and CAO staff to review our analysis with them and they 
concurred the standards we developed were reasonable.  DCFS management 
needs to establish minimum daily production targets for ILP clerical staff and 
Finance staff involved in the ILP payment process, monitor staff for compliance, 
and take corrective action if staff vary significantly from the target. 

 
• Data entry errors 

 
Data entry errors by ILP staff are contributing to the delays.  Currently, ILP clerks 
enter request information into CAPS, print the related CAPS screen and attach a 
transmittal slip to Finance to the original request and supporting documentation.  
Finance staff then reviews the clerk’s data entry, corrects errors if found, reprints 
CAPS information as needed, and forwards to other Finance staff for approvals.  
We reviewed a sample of 50 requests and calculated an ILP staff data entry error 
rate of 8%.  These errors resulted in additional follow-up and/or processing time 
for Finance staff. 

 
ILP supervisory staff do not track errors for each staff person and take corrective 
action.  ILP supervisory staff should track errors for staff and take corrective 
action for staff with large error rates.   
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• Return of warrant to ILP staff 
 

ILP requests that warrants be returned to ILP headquarters, where staff open the 
warrant envelope, copy the warrant and then log the warrant information on a 
tracking spreadsheet before mailing the warrants to the youth.  Staff then mails 
the warrant to the youth along with a request to submit receipts confirming funds 
were properly spent.  It can take up to eight business days from the warrant issue 
date for ILP clerical staff to mail a warrant to a youth.  

 
The return of the warrant to the same staff that input the warrant into CAPS is a 
serious internal control weakness and is prohibited by County Fiscal Manual 
(CFM) 4.4.9.  It is also an inefficient and time-consuming process.  As further 
discussed in the following Expenditure Documentation section, at the time the 
ILP request is initiated, the ILP coordinator should provide the youth with a letter 
outlining the youth’s responsibilities related to the submission of supporting 
receipts.  The need to return the warrant to ILP staff would then be eliminated.  
The Auditor-Controller could mail the warrant directly to the youth or payee.  Staff 
can obtain all the information it currently records into its tracking spreadsheet 
directly from CAPS.  Accordingly, the Department should determine if this 
tracking spreadsheet is necessary.   

 
• Use of County Mail 

 
Finally, it took on average several days for requests to reach DCFS’ Finance 
Division from the ILP Administrative Unit in West Los Angeles.  However, 
effective mid December 2002, the ILP Administrative Unit moved to offices in the 
mid-Wilshire area of Los Angeles, and the Finance staff who process ILP 
payments re-located to the same site.  Accordingly, the delays related to the use 
of County mail should now be minimized or eliminated. 

 
Recommendations 
 
DCFS management: 

 
11. Establish minimum daily production targets for ILP clerical staff and 

Finance staff involved in the ILP payment process, monitor staff for 
compliance and take corrective action if staff vary significantly from 
the target. 

 
12. Require ILP and Finance supervisory staff to track staff errors and 

take corrective action for staff with large error rates.   
 

13. Require ILP Coordinator to provide the youth, at the time the youth 
initiates the payment request, with a letter outlining the youth’s 
responsibilities related to the submission of supporting receipts. 
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14. Require ILP Coordinators to instruct the Auditor-Controller to mail the 
warrant directly to the payee. 

 
15. Determine if the tracking spreadsheet which ILP staff maintains is 

necessary. 
 
With management’s focus on establishing minimum daily production targets for ILP 
clerical and Finance staff involved in the process, reducing data entry errors, and 
issuing the checks directly to the payee, management can better establish standards for 
each component of the payment process.  For example, the Department could establish 
an overall standard that it will process requests within two weeks after the request is 
initiated.  Under these processing cycle standards, an ILP Coordinator and youth would 
know that all approved payment requests that ILP headquarters receives by the end of 
Thursday in any week would processed by the end of business Friday in the following 
week.  (See Attachment II.) 
 

Recommendation 
 
16. DCFS management establish a standard processing cycle for ILP 

payment requests. 
 

Expenditure Documentation 
 
As previously discussed, ILP staff currently sends a "Notice Regarding Receipts" to 
each youth with his or her check.  This Notice advises the youth that he or she is 
responsible for submitting receipts accounting for the use of funds advanced for the 
approved need.  We noted that the Notice sent to the youth does not clearly define 1) 
the time period in which the youth is required to submit receipts (e.g., within 30 days of 
receipt of funds); 2) the types of acceptable documentation (e.g., original itemized cash 
receipts); and 3) the consequences if the youth does not provide adequate 
documentation within the required timeframe.  Further, ILP staff stated that, if the youth 
does submit receipts, ILP staff simply place the receipts in the youth's file.  Staff do not 
review the receipts for appropriateness, nor is there any procedure in place to follow-up 
with youth who do not submit receipts. 
 
We met with ILP management and provided them with information regarding acceptable 
types of supporting documentation, timeframes in which to collect it, and procedures for 
pursuit of documentation should the youth fail to provide it.  To ensure youth spend 
program funds in accordance with the approved need, ILP management should develop 
a detailed policy regarding the acceptable types, collection, and review of supporting 
documentation.   
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Recommendation 
 

17. DCFS management develop a detailed policy regarding the acceptable 
types and collection and review of supporting documentation. 

 
Internal Controls Over the ILP Revolving Fund 

 
We reviewed the Department’s internal controls over its ILP revolving fund and noted 
several weaknesses.  We advised ILP management of these internal control 
weaknesses and requested they prepare a corrective action plan.  We subsequently 
met with management and confirmed they took the necessary corrective actions. 
 

• Bank reconciliations, which were being prepared by ILP staff, had been 
prepared incorrectly.  We completed bank reconciliations for the period July to 
December 2002 and accounted for all funds.  CFM Section 4.4.9 requires that 
the accounting officer receive bank statements and perform timely 
reconciliations.  DCFS management should require Finance Division staff to 
receive and complete the monthly bank reconciliations for the ILP revolving fund. 

 
• An ILP clerk both prepares the checks for issuance and receives them back 

from signers to mail.  CFM Section 4.4.9 requires that checks be mailed by the 
authorized signer(s) and not returned to the employee who prepares the checks.  
DCFS management should require that the signer (or a designee other than the 
person who prepares the check) mail the checks.  

 
• One check signer and the staff who reconciles the account both have 

access to the ILP blank check stock.  CFM Section 4.4.9 requires that 
individuals responsible for signing checks and/or reconciling the account be 
independent of the fund custodianship.  DCFS management should ensure 
access to blank check stock be restricted to individuals with no conflicting duties. 

 
• An Intermediate Clerk and a Secretary II signed all checks issued to clear 

the backlog of the ILP funds requests and other checks issued between 
July and December 2002.  Although two program supervisors are also 
authorized signers for this account, the Intermediate Clerk and Secretary II 
signed the checks with no additional management level signature.  CFM Section 
4.4.2 states that checks issued for $101 through $1,000 be signed by two 
signers, one of which is a management level position.  DCFS management 
should require that at least one signer of checks greater than $100 be a 
management level position. 
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Economy and Efficiency Commission Report 
 
In February 2002, the EEC released a report on DCFS’ Emancipation 
Services/Independent Living Program.  The report contained 14 recommendations 
regarding program management and service delivery, technology and housing.  The 
report also recommended that the Auditor-Controller evaluate DCFS’ implementation of 
the recommendations.   
 
Prior to the finalization of the EEC’s report, the Board created Interim Management 
Team, under the direction of the Chief Administrative Officer (CAO), to oversee 
activities related to improving the administration of Emancipation Services and the ILP.  
The Team formed in the fall 2001 and is comprised of various County department 
representatives and program experts.  The Team’s objectives were to implement a 
series of program and service enhancements, develop administrative and management 
oversight, refine policies and procedures, and create an effective ILP operating 
structure within DCFS, Probation, and other County departments, as needed.  It is 
important to note that the Team Leader authored the Housing section of the EEC’s 
report. 
 
Since the establishment of the Team, the CAO has prepared quarterly status reports for 
your Board on the recommendations in both the EEC report and Dr. Sharon Watson’s 
report, Recommendations Regarding Los Angeles County’s Emancipation and 
Independent Living Programs.  We reviewed the status reports, conducted interviews 
with members of the Team and reviewed the ILP website.  The Team has implemented 
the seven recommendations regarding service delivery, department coordination and 
information technology enhancements, and has either implemented or is in the process 
of implementing the seven recommendations related to housing.  The status reports that 
already have been provided to the Board accurately describe the progress that has 
been made in program re-design and administration, technology, housing, and the 
coordination of the efforts of various County departments involved in emancipation 
services for youth.  The Team’s final report, dated July 2003, is attached.   
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Clerical Staff 
Prepare Check

Tasks
-Senior clerk types 
check

Frequency
The same day of 
approval.

Payee 
Receives 

Check

5 Business 
Days.

ILP Coordinator 
Initiates Request 

for Funds

Request 
Forwarded to 

ILP Supervisor

Deliver in person
Tasks

-Reviews case and 
supporting documents 
submitted by youth or 
advocate
-Copies request and 
documents for youth's 
file
-Prepares and signs 
request form
-Follow-up with 
vendors as needed
 Frequency
Processes as received 
on a flow basis

2 Business
 Days 1 Business 

Days

 Supervisor 
Approves 
Request

Tasks
-Reviews supporting 
documents
-Verifies meets 
eligibility criteria
-Verifies accuracy of 
amount of request to 
documents/program 
guidelines
-Obtains additional 
information from 
coordinator as needed
-Approves request 

Frequency
Processes as received 
on a flow basis

2 Business Days

Total Processing Time

Approve & 
Sign Check

Tasks
-Program 
manager 
reviews and 
approves
-2 authorized 
staff (who did 
not approve the 
request) sign 
the check

Tasks
-Senior clerk 
mails out the 
check.

Request 
Forwarded to 
Clerical Staff

Deliver in person
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Current Flow Process - Pre-CAPS Processing

ILP Coordinator 
Initiates Request for 

Funds

Request 
Forwarded to ILP 

Supervisor

 Supervisor 
Approves Request

Request 
Forwarded to 
Clerical Staff

Clerical Staff Input 
Data in CAPS

Request 
Forwarded to 

Finance Division

Tasks
-Reviews case and 
supporting documents 
submitted by youth or 
advocate
-Copies request and 
documents for 
youth's file
-Prepares and signs 
request form
-Follow-up with 
vendors as needed
 Frequency
Processes as received 
on a flow basis or 
batched and completed 
1-2 times per week

Deliver in person or via 
County mail

Tasks
-Reviews supporting 
documents
-Verifies meets 
eligibility criteria
-Verifies accuracy of 
amount of request to 
documents/program 
guidelines
-Obtains additional 
information from 
coordinator as needed
-Approves request 

Frequency
Processes as received 
on a flow basis

Deliver in person or 
via County mail

Deliver in person or 
via County mail

Frequency
Batch Non-Rush 
requests 2-3 times 
per week / Rush 
requests (i.e., 
Room/Board) 
deliver in person

3 Business
 Days 2 Business 

Days
2 Business 

Days
1 Business 

Day
3 Business 

Days

Tasks
-Verifies accuracy of amount 
of request to supporting 
documents/ program 
guidelines
-Assigns a CAPS # for each 
request
-Inputs data into CAPS
-Logs data on internal 
tracking sheet
-Prints and attaches CAPS 
screen and attaches 
transmittal slip
-Copies request and 
supporting documents for 
"master file" at HQ
-Prepares acknowledgment 
letter to mail with check

Frequency
Processes as received on a 
flow basis staff check in-box 3-
4 times per day 

Rush 
1 Business 

Days 

Non-Rush 
2 Business 

Days

Request 
Forwarded to 

Finance Division

5
 Business Days

Clerical Staff Input 
Data in CAPS

Request 
Forwarded to 
Clerical Staff

 Supervisor 
Approves Request

ILP Coordinator 
Initiates Request for 

Funds

Target Cycle Process

Request 
Forwarded to ILP 

Supervisor
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Current Flow Process - CAPS Processing

Finance Staff 
Reviews/Inputs 
Data in CAPS

Finance Staff 
Input 1st & 2nd 

Level CAPS 
Approvals

Auditor-Controller 
Issues and Mails 

Check

HQ Receives 
Check

Payee Receives 
Check

Tasks
-Verifies supervisor's approval
-Verifies accuracy of amount 
of request to supporting 
documents/program 
guidelines
-Logs data on internal 
tracking sheet
-Reviews and corrects data 
entered in CAPS
-Reprints and attaches 
CAPS screen as needed
-Monthly reconciliation of 
requests to CAPS
-Prepares a  report of 
expenditure by category

Frequency
Processes Rush requests as 
received on a flow basis Non-
rush after all rush requests 
processed and between 
monthly reporting

Tasks
-Reviews supporting 
documents
-Inputs approval code 
in CAPS

Frequency
Processes as received 
on a flow basis

Tasks
-Clerical staff open, log, 
and photocopy check
-Mail check to payee 
with acknowledgment 
letter and notice to 
submit receipts 

Frequency
Batch and mail 2-3 
times per week.

Rush 
2 Business 

Days 

Non-Rush 
14 Business 

Days

4 Business 
Days

3 Business 
Days

 6 Business 
Days

Non-Rush
40 Business 

Days

Rush
27 Business 

Days

Target Cycle Process

Finance Staff 
Reviews/Inputs 
Data in CAPS

Finance Staff 
Input 1st & 2nd 

Level CAPS 
Approvals

Auditor-Controller 
Issues and Mails 

Check

Payee Receives 
Check

Total Processing Time

10 Business 
Days

2 Business 
Days

3 Business Days



 ATTACHMENT II 
  

 

Department of Children and Family Services 
Independent Living Program 

Suggested Processing Cycle Standards 
 

Week 1 
• Monday to Friday 

 
ILP Processing 
• ILP clerical staff data enter all requests 

received through the end of business 
Thursday by Friday noon. 

• Submit all supporting documentation to 
Finance by end of business Friday. 

 
Week 2 
• Monday to 

Wednesday 
 
 
• Thursday to Friday 
 
 
 
 

 
Finance 
• Confirms data entry in CAPS 
• Authorizes payment in CAPS 
 
Auditor-Controller 
• Processes CAPS payment requests and 

issues check by end of business Friday. 
 
 

 
 
 
 
 












































